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REGIONAL MUNICIPALITY OF OTTAWA-CARLETON REPORT
MUNICIPALITE REGIONALE D'OTTAWA-CARLETON RAPPORT
Our File/N/Réf. 05-96-0076

Your File/V/Réf.

DATE 28 October 1996

TO/DEST. Coordinator, Community Services Committee

FROM/EXP. Commissioner, Social Services Department

SUBJECT/OBJET ONTARIO WORKS

DEPARTMENTAL RECOMMENDATION

That Community Services Committee receive this report for information.
PURPOSE

The purpose ofhis report is toprovide information orthe development of the Ottawa-Carleton
Business Plan for Ontario Works and subsequent impacts to social services delivery and funding.

BACKGROUND

On May 2,1996,Community Services Committee received an informataportentitled Ontario
Works, apprisinghe Committee of thepcoming Provincial initiative. In SeptemhbE996, a
summary of Provincial guidelinefor Ontario Works was circulated tall Councillors. An
accompanying memo frothe Commissioner of Social Services indicatbadt the Department
will begin implementinghe program in September 19%9ith full implementation by January 1,
1998. The Department is committed to workiogvardsimplementation ofOntario Works in
partnership with community agencies and clients, creating a local solwhah respects
Provincial guidelines.

Ontario Works ideing phased-iacross the province. Twentggions/municipalities have been
chosen as “first sites(seeAnnex A). First sites are currentlgubmitting their BusinesBlan
proposals for approval by the province and/orl@ginning implementation . 8econd phase
will begin in early 1997. Ottawa-Carleton will participate in the third and final phase.
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COUNCILLORS’ CONCERNS

The Community Services Committee passed the following resolution on May 2, 1996:

BE IT RESOLVED THAT Council advise the Ministry of Community and Social Services that the
Regional Muncipality of Ottawa-Carleton expects, as a minimum, that workfare will:

Not interfere with education and job-seeking;

Provide training that is actually useful;

Come at no additional cost to property taxpayers;

Compensate community agencies for their administrative and management costs for being
involved in this program;

Not be a substitute for paid employment or lead to the displacement of paid workers;

Include enough discretion to allow municipalities to tailor the program to meet local.needs

NP

o o

Based on the Departmenttstial analysis ofthe Provincial guidelines anthe work-in-progress
on theBusiness Plan, it wouldppear that the concerns of tiemmunity Services Committee
will be addressed.This reportidentifies issues which remain to Werkedout and challenges to
be addressed. However, the Departninast assessdtat there isufficient flexibility and room
for local policy-making that the Region will be successful in meeting these challenges.

APPROVALS

The Department expects tbring its Business Plafior approval to Community Services
Committee in March, 1997 and to Regional Council in A@8I97. Following Council approval,
negotiations on thelan will take place withthe Province. The Department expectgdceive
Provincial approval of the Business Plan by August 4, 1997.

GOALS OF ONTARIO WORKS

At this time, Ontario Works wilinclude general welfare assistance (GWA) recipievite® are
employable. Sole support parents of oldehildren (age ofchildren not yet defined)who are
receivingFamily Benefits (FBA) will be required to participate in Ontaviorks at a later date.
Initially, they may voluntarily participate, as may people on FBA with disabilitieshar are aged.
It is a requirement that initially 10% of participants in Ontario Works be voluntary.

As stated by the Province, the objectives of Ontario Works are:

1. to assist people to gain basic education or job-spea&ifis training or findwork in their local
community;

2. to enable people to contribute to their communities; and,

3. to provide financial and program support to people while they actively seek work.
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ONTARIO WORKS COMPONENTS

Employablepeople in receipt o6WA undertake an independent job search duttagirst four
months theyare in receipt of assistance. tlifey are still receiving socialassistance after four
months, theywill be required to participate in Ontario Works as an ongoing condition of
eligibility.  Temporary deferral of active participatiomay be granted for reasonable
circumstances/conditions.

Ontario Works consists of three componer@ientsmay fulfill their Ontario Works obligations
by participating in one or more component.

1. The Employment Support component vil consist of such client activities as jatub
participation, workshop attendance, training and job search.

2. TheEmployment Placementcomponent vit supportpayments to local placement agencies
to place clients in regular jobs. It will alsapportpayments to self-employment development
agencies to train clients in the skills required to become self-employed.

3. TheCommunity Participation component vl involve clients in unpaid community service
activities underthe direction ofcommunities and/or public, non-profit organizations. It
includes a self-initiated placement proposed by a participant. Placeca@mist exceed 6
months. There is nminimum number ofhours to glacement; however, placements cannot
be more than 70 hours a month or average more than 17 hours a week.

While Ontario Works introduces a greatmphasis on mandatory activitiése Department has
assessethat there isufficient flexibility and choice built intdhe program tallow integration
with current Departmental philosophy and practices.

Clientswill be assessed by staff, a case plan will be developed, and clients will be streamed into
different pathways. Clientsnay move amongthe various components of Ontario Works
according to the casplan developed betweetine client andthe case coordinator. Some
restrictions to client choicasayapply, however, as a result lmidgetceilings, the availability of
community placements, and the availability of employment placements.

Sanctionsmay beapplied in cases where a recipient refuses to participate: allowance will be
cancelled (single) or reduced (family). The first instance of non-compliance will result in a penalty
period of 3 monthsthe second and subsequemstances of non-compliance will result in a
penalty period of 6 months. #rmal appeaprocess must bmade available to recipientefore

any sanctions are introduced.
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CHANGES TO SOCIAL SERVICES SYSTEMS AND FUNDING

Integration with Improving Client Services (ICS)

The Department is currentlgnplementingre-engineered processes for sendeévery. The ICS
initiative wasbuilt on the principlestestedand found to be successful@pportunity Planning.
Theseprinciples include: assessment, provisios@biportsand ongoing monitoring. In future,

more staffresources will be focused on casanagement activities to help clients increselé
sufficiency, primarilythroughemployment. Clients and staffllwwwork together orassessment
and case planning. There will be more emphasis on identifying and achieving specific outcomes.

The Department has develope@rze-stopintake process fodetermining eligibility,and a new
process formanaging casesnce eligibility has been determined. The modkeat has been
developed is based on “Service Pathways” for different client situations.

ICS has already movethe Department towards service delivery modedhat focuses orself-
sufficiencyand achievingputcomes. The Ontario Worlgusiness Plamwill incorporate Ontario
Works into the Service Pathways developednfianaging casesnder ICS. Theéwo processes
will be fully integrated by January 1998.

Funding

Currently, the Province providdanding for social assistance programs riaunicipalities on a
conditional basis, with fundingfor social assistance tied to meetitlge needs ofspecific

recipients on a cost-shared basis. Under Ontario Works, funding will be grantedrtimgent

basis, based on meeting targets specified in the Business Plan.

Funding for the EmploymentSupportcomponentincludesthe costs of theadministration of
community participation, employmestipportand employment placementhe averageost per
recipient year isnot to exceed $250 (provincial share $200), excludicigld care and
employment-related expenses. Careful activity-based tracking and budgeting processes will need
to be put inplace to ensuréhat administrativecosts forall 3 components daot exceed the
average $250 limit per recipient year.

Under theCommunity Participatiocomponent, additiondl00% Provincial funding is available

for costsinvolved in developing, supervising, and monitoring community participation. A costing
formulawill be established based dargets for thenumber of participant/hounsegotiatedwith

the Ministry of Community and Social ServicdMCSS), at an averageost of $100 per
placement month (70 hours) and $50 per participant placement.

Funding for these components will be recovered bMCSS based on the costindfprmula if
targets are not met. Additional funding willnot be provided if targets are exceeded.
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Under theEmployment Placemer@omponent, compensation will also be paidetoployment
agencies on a fee-for-performance basis. The agenayilfesmprise a share of tliendswhich
would have otherwise been paidt in socialassistance to the participant, ohne to onebasis.
Participants mustaintaintheir employmentor six months inorder for theagency to receive a
full fee; a partial fee is available after the client has maintained employment for three months.

The Province’s intent is to fund each componerthefprogram on an equadsis. However, the
Province recognizes the need fotveo year transition period. Durinthe transition period,
municipalities can negotiate with the Province tsplit the funding unequally,eg. 50%
EmploymentSupports, 25%mployment Placemerni25% Community Placement. Fundannot
be transferred between components.

Technology

The Province has developed Ontario Works software as technolsegmadrt formunicipalities,
and a funding formuldor thosemunicipalitiesthat elect to use the software. However, the
Ontario Works software isot suitablefor largemunicipalities, particularlyhose that havenulti-
sites for service delivery such as Ottawa-Carleton.

The Departmenwill need to identifyits technologysupportrequirements and explore funding
arrangements with the Province.

COMMUNITY INVOLVEMENT

The Department is developing a communicastmategy,including marketingand consultation
strategies, tonform, involve, andoromote Ontario Works in theommunity. As a firsstep, a
joint ICS/Ontario Works Community Information Sessiowas held atthe RA Centre on
October 22, 1996. The objectives of the session were:

1. to provide an overview of both the new service delivery model and Ontario Works;

2. to present the Departmentalilpbophy of commitment to improving client service and
continuous improvement;

3. to promote community understanding; and

4. to identify roles of the community in future consultations regarding ICS and Ontario Works.

Next stepsnclude detailed publiconsultations on Ontario Works from December 1996 through
March 1997.

ISSUES IDENTIFIED BY FIRST SITES

The twenty “first site” municipalities and regions have identified a number of additional
challenges. The Department is monitoritige experience of these sites to assist in the
development of its own Business Plan.
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Vulnerable and FBA Clients

Municipalities expressed thavish to supportclients in reaching their goalbut recognizedhat
agencies have indicated hesitation in taking vulnerable clientshanmunicipalities donot want
to “alienate” agencies by making unsuitable placements.

Municipalitieswere unclear whethelients could participate in activities such as participation in

AA, or in anger managemeaburses, tdulfil their Ontario Works obligationsThey identified

the need for flexible participation criteria that accommodates clients with episodic diseases such as
multiple sclerosis, AIDS, and schizophrenia. They expressed inteleslding aprogramwhich
demonstrates support to @lients in achieving thegoals,including vulnerable clients. They did

not wish to see a system emerge which focuses almost exclusively on less vulnerable clients.

The amount of funding available to cover employment supports cannot exceed an average of $250
perclient. FBA clientswho generally have been receiving assistdooger than GWA clients,
arelikely to needmoreintensive suport. Municipalitiescaution against setting projections for

units of service to be provided to GWA cliemnt® high based on what igossible athe outset
compared to what will be possible once FBA clients are integrated into the program.

Community Reluctance

Many municipalitiesreported ahigh degree ofcommunity reluctance tgarticipate in the
community participatiocomponent. As one first sittated: at best, concerted effortsbrong
the community onboard has movedhe community from a position ofesistanceto one of
reluctance  Somemunicipalities reported higher levels ofinterest from thecommunity in
participating, forexample, schooboards were interested lmving community placements to
supervise lunch and playground activities. “First sitelhicipalities have been able et targets
for community participation totalling 5,000 placements.

Somemunicipalities havenot receivedanyresponse taalls for tender from the privatsector to
provide theplacement of clients in paid joldlrough theemployment placemerdomponent.
They are rethinking their marketing strategies twing the privatesector on board. Other
municipalities have received a response from the praseteorindicatinginterest in providinghis
service.

Client and Public Expectations

Municipalitiesare concerned that expectations have perhapsrhessd in thecommunity that
cannot be met. Fogxample, some clientshay believethat Ontario Workaneans*Now I'm
going to have a job”. Because the progaupports peopleowardself-sufficiency,but does not
guarantee it, and becaudent choicesnay be limited bybudget restraints and tla@ailability of
community and employment placements, cliemi&y develop theimpressionthat “we’re not
coming through for them”.

One of thechallenges municipalities face will bappropriately rationalizingesources and
opportunities under these restraints. &mmple, criteriavill need to bedeveloped to determine
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who amongany group of clients will be streamedoward placement in an employment
opportunity, whowill do unpaidwork in thecommunity, orwho will enroll in training orattend a
job clubonce a week. This will be acritical element othe prograngiven that participation in
Ontario Works is a condition of ongoing eligibility.

Similarly, publicexpectationsnay bethat all employablepeople will be undertaking 70 hours a
month of unpaid communitwork. In fact, there is naninimum number ofhours aclient must

work in amonth, and mosemployablepeople arenot onwelfare longer thafiour months (the
length of time someone must be on assistance before texnged to participate in Ontario
Works). Furthermorecommunity participation i®nly one possible component undevhich
clients canfulfill their Ontario Works obligations. Lastlfhe number of available community
placements is limited. To illustrate, tfe 81,000clients onthe caseloads of thirst sites,
36,000 are employable. The first sites have set a target of 5,000 community placements in total.

Need to Avoid Replacing Jobs

The Department currently allovedients toundertakeself-initiated volunteer placements hoth
the private angublic sector,and wil seek to integrate this practice into its BusinBtmn for
Ontario Works, along with mandatopfacements irthe public/non-profitsector asspecified in
the Provincial guidelines. Athe same timethe Departmentvishes to avoid replacing jobs with
unpaidwork. One safeguardetout inthe guidelines ighe six month timelimit on a community
placement. The guidelines for community participation ggeifythat peoplenot do workdone
for pay withinthe lasttwo years. The Departmentilibe exploring additional policies tbelp
ensure jobs are not replaced.

First sites have identifiethe need to avoidceplacing jobs as a prioritiput opinions differ among
first sites as to whosesponsibility it is toensure that no one inc@ammunity placement is doing
work done forpay withinthe lasttwo years. Furthermore, nounicipalities have a clear way of
demonstratinghat, overall, unpaidvork is not infact replacing paigvork under thecommunity
component.

SUMMARY

Ontario Works is a program intended to move employable social assistance retmpiantself-
sufficiency and provide opportunities for participants to make an unpaid contribution to the
community.  Participation irOntario Works will be a condition of ongoingigibility for
employable recipientsafter four months. Ontario Works consists of three components:
Employment Support, Employment Placement, and Community Participation .

The Department expects twing its Ontario WorksBusiness Platior approval toCommunity
Services Committee in March 1997 and to Regional Counéipm 1997. Provincial approval
is expected by August 4, 1997, with full implementation in place by January 1, 1998.

The Departmenvill fully integrate Ontario Works with its new servigelivery model. Funding
under Ontario Works wilkhift to acontingent, rather than conditionélasis. Funding will be
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subject to claw-back #fargets are nanet. The Departmentill need to introduce technological
support to permit activity-based tracking and budgeting processes.

Additional challenges identified by municipalities currently implementiwgtario Works are:
issues related tmclusion of vulnerable and FBA clients; community reluctance; mananjerf
and public expectations; and the need to avoid replacing jobs.

The Department’snitial analysis ofthe Ontario Workgguidelines indicateshere issufficient

flexibility and choice to integrate the progranccessfully witithe Department’s philosophy and
practices.

Approved by Dick Stewart

DICK STEWART
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TWENTY “FIRST SITES”

Algoma District Social Services Board
Brant County

City of Brockville

City of Cornwall

City of North Bay

City of Timmins

County of Dufferin

District of Muskoka

Huron County

Kent County

Nipissing District Social Services Board
Northumberland County

Oxford County

Regional Municipality of Durham
Regional Municipality of Halton
Regional Municipality of Hamilton-Wentworth
Regional Municipality of Niagara
Regional Municipality of Peel

Regional Municipality of Waterloo

The United Counties of Stormont, Dundas and Glengarry

ANNEX A



